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DEPARTMENT OF STATE
BUREAU OF INTELLIGENCE AND RESEARCH

MAR 2 1366

MEMO TO: CIA 1

SUBJECT: REPORT OF CODIB TASK TEAM VII

Attached are three copies of * a preliminary
draft report that follows outline.

As you will note each section requires a
certain amount of amplification, but, each I think,
does reflect a sound approach. You will also note
certain differences between this report and our earlier
interim report.

Would you please give a copy to and
tol |

I would hope that they might be able to edit it
and add some additional suggestions. Once that is done
I would like to cell s meeting for further discussion
towards the end of next week.

FOR THE DEPUTY DIRECTOR FOR COORDINATION

A. Sidney Bufe

Attachments:

As stated above.

State Departménprevéeh coligiteted2002/07/03 : CIA-RDP80B01139A000500200010-6

25X1A

25X1A



Approved For Release 2002/07@M-RDP80801 139A000500200010-6

REPORT OF CODIB TaSK TRAM VII
Analyst-to-Analyst Commnication

A. Scope of the Problem

Al. In accordence with its temms of reference (CODIBR-D-111/1.7/2),
Tesk Team VII consldered the problem of interagency commnication
betveen mnalyste who are engaged in the production and coordination of
positive intelligence. The intelligence organizations involved, there-
fore, were the regearch offices in IR, most of the offices under DD(1)
in CIA, and the tym centers under the Assistant Director for Processing

in DIA.

A2, ¥or practicsl reasons, the Task Team concentrated on a
single gecgraphical area (vig., Latin America) and discuseed all
aspects of analyst compmnication with a substential nuaber of
individusis working in this field. However, it alsc discussed the
problem of improving analyst cammanlcation with selecied intelligence
officers ln other geographic aress and has taken their views into

scccunt in preparing this report.
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B. Purposes Served by Analyst-to-Anelyst Comsunication

Bl. DBrosdly speeking, there sre two modes of snalyst-to-snalyst
commmication. First, communication between counterparts in different
agencies -~ that is, between analysts who generally cover the same
subject for their respective agencles. Second, contacting individuals
who are knowledgeable about subjects which an snalyst dces not cover

in detall or doee not follow at wll.

B2. Commmicsation between counterparts is usually for the purpose
of exchanging views on topics of mutusl interest and to check whether
there is any additicnal information aveileble. They sometimes check
with each other o sveld duplication of effort. It is established
practice, of course, for intelligence officers to ecordinate CIB items
with their opposite punmbers in other agencies; however, commnication
for the express purpose of obtaining concurrence on a current intel-
ligence topic or on substantive jJudgments in an RIE are special cases.
For the most part, ve are concerned ip this report with analyst-to-

analyst commnication which does not involve formal concurrence.

B3. The second mode of interamgency communication is invariably
for the purpoge of chtalning information. When an enalysi needs infor-
petion on & subject cutside of his field he typically seeks assistance
from his colleagues in his own agency, bul in msny cases he knows In
advance that the kind of inforamstion scught can be obtained only from
knowledgeable officers in cther agencies. For example, a political
analyst may need Jdetailed informatlon about milltary matiers or an

economic analyst may require statigtical data which other agencies
» . APJproved, or Release 2002/07/03 : CIA-RDP80B01139A000500200010-6
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C. Existing Practices and Procedures

Cl. As & gemeral rule, an spalyst in one agency knows both
his counterparts in other sgencies snd various individuals who are
sources of {nforpation in related flelds. Contacts sre sometimes
established through one or more of the intelligence community
mechanisme -~ vig., the USIB subtstantive committees, representatives
meetings on RIEs, coordination of the Central Intelligence Bullatin
(CIB), verious task tesms set up from time to time, and the KIS
prograz. But to a large extent, analysts develop their contsets on
an individusl besis, often on their owm initiative and scaetbines
aided by suggestions from thelr predecessors, collesgues, or imaedlate
ANpEXXARAXRX superiors.

C2. Both the frequency and agency pattern of analyst~to-analyst
communication very markedly. Most INR offices tend to have more contact
with CIA components than with DIA, some rarely consult with CIA
anslysts except those in OCI, and in &t lemst cue i{nstance 1t wvas
said that the initiative was more often teken by OCI. Inpart, this
pattern reflects the fact that intersgency communicetion occurs more
frequently from the purpose of exchanging views on current intelligence
{tems. When the purpose is getting timely information on matters
outside of an mlynt‘s special field, the agency and persom contscted
depends primarily on the particulsr subJect in question. wWhile it 1is
difficult to generalize, the Task Team gsined the fmpression that
ccemunication between INR and CIi cecurs more regularly becsuse of

the CIB and NIE machanisms, whereas commnication between IMR and DIA

Approved For Release 2002/07/8g{sA-RDP80B01139A000500200010-6




Approved For Release 2002/07{gx+£alA-RDP80B01139A000500200010-6c2

is scmevhat hsmpered by such factors as relatively rapid turnover of
DIA persommel, the organigatiomal structure of that agency, and &
th&ency to think of DIA analysts more as sources of information on
military affeirs than as counterparts vho may interpret current

developments from a different point of view.

3. Communicetion is usuelly by phone. In many cases there is
{nsufficlent time to go to another agency to discuss current develop-
ments end when information is sought it is typlcally needed very
prouptly. However, much depends on the habits of the individuals
involved. Thus, some analysts make a point of meeting with thelr
gomberpavrts pericdically to discuss matters of mutual interest other
than current intelligence items, while others expressed the hope that
eircumstances would permit more informal exchange of ideas but felt
that the pressure of work always interferred. The nature of an
analyst's job also has a direct Learing on his communication practices.
Economists in INE, for example, temd to maintain contact with & large
pusber of individusls in both intellligence and non-intellligence
agencies, snd teo comminicate with them by phone not oo psich because of
the pressure of time but ratber beceuse that method is & more
practical way of getiing bits and rieces from widely scattered

individuals.

Ch, Lismison srrangements tend to be used more for document pro-
curement than for establishing comtact with knowledgeable individuals
in other agencles, In this comnectlion, anslysts felt that improve-

ment wes needed and some expressed the hope that the LDX system would
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. analysts
intelligence cozmunity. It was noted that/frequently need to see

actual documents in order to discuse mstters effectively over the
phone, that reading excerpis from documents is often {mpractical,

and that teletype transmission ig cumbersome.

SECRET
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D, Ispedimemts to Communication

Dl. Almost every aspect of analyst-to-snalyst commniestion can
be improved in suse respect, but the Task Team found that existing
practices were actually working better than it initially expected.
Moreover, because effective comminication depends very mich on the
attitude snd habite of i{mdividual analyste, there are obvicus limits

to which remedial meusurep can be sxpected to improve the situation.

D2. The provlem of identifying appropriate officers in other
agencies hus s number of facets. First, most apalysts know their counter-
parts snd contact them directly vhenever clrcumstances warrant doing so.
They souelimes need sssistance vwhen thelr counterparts sare not avsllable,
when they need to direct their incuiry through the chain of command, and
when they seekx information in flelds which neither the anslyst nor his
caumnterpart follows in depth. This need could be met by ready access
to fairly detalled orgsnization charts or to telephone directories that
1list key perscmnel by organizationmal component. Second, differences in
erganizetional structure scmetimes make it difficnit to determine who
is the counterpart of a division or branch chief and whether there are
seversl components of another agency thst might profitably be contacted.
Tnird, the nev enalyst often needo assistence in idemtifying both his
counterparte and sources of informetion in other agencies. This problem
is egsentially an internal agency matter, but the Task Team belleves 1t
would be useful to encourage agenciles to lnvite officers fram other
departments to sttend periodic briefings on their organlzation and

functions. Lastly, the identification of the most informed analyst
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on & particular subject is not necessarily the same as the identification
of the responsible snalyst at the approprizate level in the chain of
command. The lutter can be accugplished througk liaison chammels or with
the aid of organizational directories; the former depends upom sccidental
factors, breath of experience, and individual k&wiedge.wmle gn inter-
agency directory of analysts skills and expertise might be of s%.:me helyp
in identifying the knowledgesble persons on particulsr topics, the Task
Force double that such & directory would he relied upom by users in
preference to thelr own Judgment < that of thelr colleaguies. In

addition, it would be very 4ifficult o prepsre snd to maintain.

D3. Bince g0 much anslyst-tc-gnalyst commupication is conducted
over the phone, it would be desirsble to provide better fucilities for
discussing clessified material. Grey phoneg are available in the three
sajor Intellipence agencies, tutt in IER they are very fevw in musber and
are located at pome distance from the research offices. If emsch of these
latter offices wers provided with s grey phone, analysts in the research
offices woul- yw‘o&biy uee it more than they now do. However, vwe found
that these snalysts currently use the grey phone less for discussion of
codeword materlial than for discussion of matter classified up through
SECRET. Moreover, the installatlion of, say, 10 grey phones outgide of the
gpecisl ares would be physically diffieult end very expensive. For these
reasons, the Task Tean concluded that the most that should be considered

is an extension of the red phome system in CIA to the other sgencies.

Dh. (Discussion of red phone system.)
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